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Rem arks : 

Jack: I believe you have already seen a copy of 
an anonymous letter sent to Admiral Turner. For 
your convenience we have that attached as Tab A. 

Recognizing the implications of the letter 
for the DDO, I felt we were duty-bound to prepare 
some comments, even though we were not officially 
asked to. Just perhaps Bill Wells might find 
something in our study he may be able to use. 

For this reason, you might consider forwarding 
it to Wells for whatever purpose he thinks it 
might serve. 

Admittedly, some of the criticisms made 
by the employee are difficult to refute. As you 
know, however, too often these criticisms are 


1- * — =— ----- — _ — — „ 

S FOLD HERE TO RETURN TO SENDER 

(over) | 

FROM: NAME, ADDRESS AND P 

HP 


DATE 

Acting Director of Per sonnc 

o 

l. 

C r;- r . 

' ■ •' ,'ji 

| UNCLASSIFIED CON 


SECRET 


fO*M NO. 

1-67 


237 P r8v ' ous ®difions 


☆ USGPO: 1976 — 202-953 


(40) 


STATINTL 


. * 

. Approved For Release 2002/01/10 : CIA-RDP80-00473A0004001 0001 8-2 




Approved For Release 2002/01/10 : CIA-RDP80-00473A000400 1000 18-2 


maybe some of our information would be of assistance 
to Mr. Wells in developing his response to the 
Director. 
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ME*DRA®UM FOR: Deputy Director for Administration 

from : WRKmmm 

Aj^uris^m^ctOTof Persoimel 

SUBJECT : Letter from DDO Employee (GS-8) to the DC I 


1 . Attaclied is a copy of a letter (Tab A) written to the 
Director relative to personnel management practices in the DDO. 

The employee 1 s comments reveal his perceptions of current problems 
in the DDO (the significant points are underlined) . Certain of 

his observations are made without the benefit of accurate information, 
however, according to the recent OP initiated Agency findings, many 
of his feelings and concerns are shared by a large number of DDO 
employees . 

While the DDO has the action as regards responding to this 
situation we can provide observations and data relative to certain 
elements of the employee's letter that might be useful to the DDO 
in preparation of their response. 

2 . General Observations 

On the assumption that the statements presented in the 
employee's letter are factually true it would appear that he either: 

(a) Had not availed himself of the services and mechanisms 
(i.e., placement after training, counseling, information) established 
and offered by the DDO Career Service or; 

(b) Was unaware of the services available or; 

(c) Unfortunately not provided such services. 
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Whatever the origins of the situation as he describes, the 
employee seems to have been left without a sense of career direction 
and holds negative and in certain stated instances, clouded percep- 
tions of DDO career and personnel management that could have been 
dispelled through use of the established system. 

For example, the employee has a distorted understanding 
as to what determines the number and level of promotions which can 
be autltorized by the DDO. He refers to a ’'quota system" suggesting 
possible arbitrary projection rates and is apparently unaware of the 
use of the Career Service Grade Authorization (CSGA) system for 
effecting average grade controls. Another example is illustrated 
by tlie employee's suggestion that the Quality Step Increase be 
used where premotions are not granted. This approach is at odds 
with considerable employee opinion on the subject and reflects his 
level of understanding of Agency incentive awards programs. 


3. Specific Cements 


A listing of the major concerns of the employee as reflected 
in his letter and our comments as to what action may be considered 
to address these concerns follows. 

(a) Two empl oyee surveys i n thr ee y e ars - no ac tion taken . 

The employee was hired during a time when the Agency 
and the DDO in particular came under increasing outside pressure. 

The ability of management to address problems of the kind cited by 
the employee were hurt by the ever increasing demands on its time 
by ext<jmal requirements. Although the DDO conducted an employee 
survey in 1974, many top management changes continued to take place 
and according to data collected relative to the Office of Personnel's 
survey (morale) of mid- level managers, over 601 of them had not held 
their jobs in excess of two years . The Agency- wide employee survey 
conducted last simmer confirmed that career management was a major 
employee concern. The recently issued report to the DC I showing a 
comparison of employee attitudes among the Career Services highlighted 
the extent of the career inanagesaent problem in the DDO as members of 
that Queer Service view it. 

Individual detailed reports to the Career Services on 
the responses of their careerists to the survey are in the process 
of being developed. We expect the DDO analytical report to be completed 
sometime during the month of May. Attached herewith (Tab B) however are 
pertinent extracts from the overall report to the DCI on comparisons among 
the Career Services which provide insights into DIX) employee attitudes. 
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00 Submission of sugges tions to the last survey with 

to for discussions IT thex^ Mas' in^efest 
in dis cussing the sugges tions . ” 


The Office of Personnel’s Agency-wide employee 
attitude survey specifically advised and assured respondees of 
anonymity. Any employee names, inadvertent or otherwise were not 
recorded nor recoverable in collating the questionnaire data. 

The substance of suggestions contained in the 
responses will bo incorporated in the individual reports being 
develojped for the Career Services. 


(c) Personnel management - long term planning . 

The employee expresses the thought that ’'five or 
even ten or twenty year plans for people in the DD0" would be 
desirable. 


The Agency has experimented with formalized individual 
career plans but found through experience that there were significant 
difficulties encountered in this approach, particularly in terms of 
employee expectations, that could not be fully realized; the reasons 
remain valid today: 


(1) Many employees do not have realistic aspirations. 

(2) Supervisors and counselors are not in a position 
to predict where desired openings might realistically become available. 


(3) Employees usually rank their assignment preferences 
and would be reluctant to take lower preferences . 

(4) Individual development efforts may mot mesh with 
the timing when target jobs become available. 


(5) Preferences for assignments by employees "bunch' 
toward the so-called attractive jobs with fewer volunteers for 
certain other assignments wJiich nonetheless must be staffed and in 
fact may be more appropriate for employee development. 

^ . . ( 6 3 'Multiple candidates for an assignment is basic 

to the merit system, therefore no one competitor for an assignment 
can be given assurance of success. ^ 
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resul ting in an overpopulation of case officers and 
other professionals at Headquarters, which will take 
years to diminish. In the meantime, this short- 
sightedness has condemned the newly arrived officers 
like myself to lengthy Headquarters tours. Granted 
DEI personnel are rarely stationed abroad, but DDO 
officers were specifically hired to go overseas and 
work for the Agency, and in many cases, this is the 
primary reason that an individual chose to work for 
the Agency. Also, the DDO promotion- system is geared 
for the officer who is serving overseas, and 'it is 
difficult for a Headquar tei*s officer to receive a 
promotion unless he has progressed to the managerial 
ranks. This situation is particularly frustrating 
for the young officer who likes ^working for the Agency 
bu l, faces a tough fight to get himself overseas. In 
sone cases an officer may have to wait two years after 
having operations training before being assigned overseas, 
and by this time has forgotten much of the training. 

r. s „» .ru n. ; ,the ,1 ikel ihood-^of** being 

lpy^ . While some 

areas have too many people, others have too few. 

Vacant field positions are currently extremely difficult 
to find, and when one can be located, they are usually 
so high as to preclude the assignment of a GS-8 or 9 
case officer (some divisions only have beginning case 
■officer slots in the GS— 12 category). Right now, those 
assigned to the field are understandably not eager to 
return to Headquarters, because they are aware that 
Headquarters is overcrowded and the work is not as 
interesting as in the field. 

As you can well see, the situation does not 
foster a great deal of optimism on the part of younger 
DDO officers. C~l7 aB fOT*^™ 

CDntb^operat ions course only to find upon my, return^tK'^t 
Chere iwas no place f or— me . - either, at Headquarters or- i iir 
I was placed on administrative leave for 
a month, until I finally located a job for myself. It 
seems odd that the Agency was willing to hire me, train 
me for over a year, invest thousands of dollars in an 
operations training course for me and yet have no job 
in mind for me when I returned. My case is by no stretch 


i 


* 
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of the imagination an isolated one. r- 

fh ocorper ati o ns ‘ tr hi ft ill g ton rse , 1 a nguage 
«eo.urses: or from the field only to find that they have 
©iq:: j ob. ^ Wha t- i s worse is t hat : there -is prac ticaip.y 
o qsot echanism w t o *fi n di j o bs *f or these people . Many are 
given the same treatment I received upon my return. I 
received a list of the Personnel Evaluation Management 
Officers of all the divisions and told to make the 
rounds. This old, established procedure for locating 
a job is called "walking the halls", which almost all 
DDO officers have done at one time or another. 

The’ DDO has a Personnel Office, but it is not 
even granted the dignity of rubberstamping selections made 
py Branch Chiefs, Division Chiefs and Chiefs of Sations 
or Bases — this vital function is reserved for the 
Personnel Management Committees. 

During the course of my work, I come in contact 
with quite a few DDO officers, and if their comments 
validly reflect the mood of the DDO as a ’whole, there 
is. universal dissatisfaction with personnel management. 
Having assessed the complaints of various officers, I 
have satisfied myself that most 'are not chronic complainers 
or malcontents and that they have legitimate cause for 
concern. These people are like myself — concerned 
individuals who support the Agency because they believe 
in it. Yet, young people with vision who represent the 
. -future of the Agency leave daily because they feel 
themselves mired in a bureaucratic quagmire that stifles 
initiative and precludes advancement. 


I have the following suggestions which I think might 
helpi alleviate the personnel problems of the DDO. 


1. I have heard that the Career Training Program 
has at last ceased placing new people in the DDO. If this 
indeed fact and not merely rumor, it is a step in the right 
direction. * 


" • 5 ^ Tj IBi ?r ‘ ^^02 T t_ ujl wiiitn uih 

^n'd i vTdulQ*'Tt a s a say in the planning of his own f utui* 
Perhaps we '“should start five or-even te n nr 2 0 ypar ^" 
a or-peo p 1 e- in "the- DDOf’Vh i ch would provide everyone 
with at least an idea of what they will be doing and where 
for the next few years. If a little thought is put into 
the planning, it should be possible to create a system 
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wbereby management (i.e. the Agency) and the individual 
both profit. The current system is chaos for personnel 
managers as well because they are unable to plan ahecrd 
for their own needs. By lining up openings for an individual 
years m advance with an eye to his career development 
management also benefits by being able to know at- any one 
moment their manpower needs of the future. 

• S “ ch ca] f eer management /planning could be performed 
in the following manner. After soliciting an individual’s 
desires, personnel would outline an entire plan for his 

a *? ur ab road for five years (for example), 
the individual will return to Headquarters to this specific 
which we have identified taking into account his 
abilities arid our desires for his career advancement. 

+ u te 5- t l V S £ ears at Headquarters, return the individual to 
^ or an btber tour . At each step in the process, 
the Agency should consider projected assigments with a 
view to the individual’s potential and his career development 
Calculate the assignments so that each can be viewed by 
the individual as a new and interesting challenge which 
will not only result in advancement in grade but will 
result in a continuing challenge which will maintain 
the interest of the individual. As it is now, the system 
is so impersonal that the individual soon begins to feel 
that he is no more than a cog in a machine--he takes 
virtually no part in his own career decisions and soon 
begins to feel that the. Agency could not care less about 
him as an individual. We must develoo a system where 
the individual may retain his dignity* and feel pride in 
the contribution he is making. Unfortunately, walking the 
halls does not accomplish this. .. 

3 . fEiTtl-t he -quiTta' system OiT^pf om o f forT S T F ~ ' C UT ' fen S v 
rly^speciflc m*ose "proposed f o^' ptombt &fT 

j^e^aadeed promoted Even though an individual performs 
his job well and is recognized as doing so, this does not 
automatically mean that he will be promoted.' , This ; stif les 
initiative and makes the person wonder why he should w.ork 
so hard if he is to receive no recognition for it. <3 PeFTTaf® 

se s The 

amount of money expended is small, but it can cause a large 
? a * a individual pride. This small gesture can make an 
individual feel more a part of the organization. 

. Dissatisfaction with the DDO personnel system is now 
widespread, and halfway measures will not be enough. On 
the otner hand, I can readily see why division management 
would not be interested in bnproving the system as this 
is the same system which brought them to power. Yet, if 
we are to retain those who are the future of tnp -Y-rencv 
we must. take action. • ’ 
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* 

As a matter of principle, X am opposed to anonymous 
letters, but as I have read Mr. Wells’ cable and realise 
its intent, I must resort to such a letter. There is no 
honor in writing an anonymous letter but neither is there 
honor in accepting unemployment compensation. 

i - 

Of course, the lack of a name at the bottom is not 
an insurmountable problem. Should by chance my identity 
be discovered and I be either fired or allowed to languish 
in a nothing job for the rest of my life, it would be well 
worth it if only this letter could result in better 
personnel management for the DDO. 
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Selected Results 
Agency Employee Survey 
Summer 1976 


The following data is extracted from the report Employee 
Opinion by Career Service Affiliation dated 22 April 1977, and 
depicts DDO employee responses as compared with Agency employee 
attitudes at large. 

The numbers shown are centile scores and are derived as 
follows : 

The percentage of "yes" answers by employees of the DDO 
to each questionnaire item is converted into a standard score 
which reflects the relative deviation of the career service 
percentage figure from the Agency mean percentage figure based on 
a normal distribution. This standard score is converted to a 
centile to establish the point in distribution above which and below 
which any given percent of cases falls. The centile depicts the 
career service's relative position in the Agency with respect to the 
item in question. For example, a DDO Career Service centile score of 
75 indicates that in only 25 times out of 100 would Agency enployees 
at large respond more positively, i.e. with more 'yeses' to the 
question, than DDO Careerists. The following guide is provided for 

interpreting centile information. 

Centile 1-15 (significantly below the average response) 

" 15-30 (borderline) 

30-70 (typical or average response) 

70-85 (borderline) 

85-99 (significantly above the average response) 
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CENTILE SCORE 

Do you feel the Agency 

has made improvements 

in personnel management 15 

methods and operations 

in the past 2 years? 

MANPOWER utilization/work 
0RGAIIZATION 


Are you given enough 11 

work to do? 

Are you given too much 7 

work to be able to do 
a good job? 

CARE ER development/employee 
counseling 

Do you think that, overall, 10 

your Career Service is ful- 
filling its responsibilities 
in the area of career manage- 
ment? 

Are you encouraged to 19 

develop your skills and 

abilities? 

Do you feel free to 82 

discuss your career in- 
terests or problems with 
a career counselor? 

Do you feel that your 6 

Career Service provides 
satisfactorily for em- 
ployee career develop- 
ment needs? 

Do you feel your Career 13 

Service has been helpful 
in providing assistance 
on matters related to 
your career as an Organi- 
zation employee? 

Do you feel the Agency's 8 

career counseling services 
are satisfactory in meeting 
enployee needs? 
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CENTILE SCORE 

Do you feel the Agency’s 28 

counseling service related 

to on the job problems 

(supervisor, safety 

materials, equipment, etc.) 

are satisfactory in meeting 

employee needs? 

Do you feel the Agency's 6 

counseling services related 
to problems of cover, 
security, conflict of 
interest, etc, are satis- 
factory in meeting employee 
needs? 

Do you feel you would jeop- 26 

ardize your standing in your 
Career Service if you respond- 
ed to a vacancy notice? 

Do you believe the Agency 3 

vacancy notice system works 
satisfactorily? 

Is there adequate opportuni- 29 

ty for rotational assignments 
to other positions in your 
Career Service? 

PROMOTIONS/PERFORMANCE 

EVALUATIONS 

Do you think: that promo- 31 

tions are given fairly in 
your career service? 

MORAL E 

i Employees who feel component 8 

morale is high-very high 

Employees who feel component 86 

morale is low- very low 
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The following letter was written by a GS-8 case officer 
in the DDO with three years experience with the Agency. 


Dear Admiral Turner, 




Concerning your memorandum of 18 April 1977 to all 
)loyees asking for comment on matters ra ised in Mr. 

•I feel that 

'on one 

particular point to whict^^^^^^^^^Hxlluded in his STATINTL 

I must not approve of 

publication of the letter nor do I 

Yet ? I can readily 
understand did as he did — his frustrations 

had reached he felt that nothing short 

tosure would result in action. So far as 
complaints are concerned, he went too fSfATINTL 
gency operations, and in so doing, the 
entii’e tone of his letter became anti-Agency, 
not to address myself to such allegations b, 
as I am in accord with Agency operations, goa±s an 
objectives. During your reading of this letter, I 
that you keep this in mind. I support the Agency, 
it, the best and hope to make it ray career; however, 
personnel policies of the DDO && leave a great deal to 
This is perhaps the only point on which Mr 
nd I agree. 


^H^cofraem^rn^^n 



ask 

wish 

the 



During my three years here, the Agency has initiated 
at least two employee surveys, both of which have revealed 
that the DDO has very real personnel problems; yet, as far 
as I can see, there has never been any action taken as a 
result of these surveys. Since I personally feel that 
one should not complain without being able to make 
constructive suggestions, I added suggestions to the last 
survey and asked that I be gotten in touch with if there 
was interest in discussing my suggestions. Of course, 
nothing came of that. The results of the most recent 
survey have recently been published, as have the results 
of all past surveys, but there has still been no action. 
The personnel problems of the? DDO are not new or unknown. 
They have existed for a long time and are recognized, 
but there has just never been anything done. 


The basic problem with DDO professional personnel 
management is that there has never been any effective 
long-term planning — not in terms of overall DDO personnel 
needs or of individual careers.. The Agency responded to 
Vietnam with a large build-up, and even when it became 
apparent that American involvement was on the wane, 
people continued to be hired. Only recently has hiring 
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for 

geared 

is 

a 


resulting m an overpopulation of case officers and 
Ouher professionals at Headquarters, which will take 
years to diminish. In the meantime, this short- 
sightedness has condemned the newly arrived officers 
like myself to lengthy Headquarters tours. Granted. 

DDI personnel, are rarely stationed abroad, but BDQ 
oi ficers were specifically hired to go overseas and 
work for the Agency, and in many cases, this is the 
primary reason that an individual chose to work 
the Agency. Also, the DDO promotion- system is 

5°^. P the .,? f 5 iGer who is serving overseas, and it 
ifficult for a Headquarters officer to receive 
promotion unless he has progressed to the managerial 
ranks. This situation is particularly frustrating 
for the young officer who likes forking for the Agency 
but faces a tough fight to get himself overseas. In 
some cases an officer may have to wait two years after 
laving operations training before being assigned overseas 
and by this time has forgotten much of the training. 

As a result of poor personnel distribution at 
Headquarters, officers run the likelihood of being 
either vastly over or under employed. While some 
aieas have too many people, others have too few. 

Vacant field positions are currently extremely difficult 
to find, and when one can be located, they are usually 
so high as to preclude the assignment of a GS-8 or 9 
case officer (some divisions only have beginning case 
of 1 icer slots in the GS-12 category). Right now, those 
assigned to the field are understandably not eager to r 
lei urn to Headquarters, because they are aware that 
Headquarters is overcrowded and the work is not as 
interesting as in the field. 


As you can well see, the situation does not 
loster a great deal of optimism on the part of younger 
DDO officers. I, for example, completed the four ° 
month. .operat ions course only to find upon my return that 
there was no place for-rae, either at Headquarters or in 
the field. I was placed on administrative leave for 
a month, until I finally located a Job for myself. It 
seems odd that the Agency was willing to hire me, train 
me for over a year, invest thousands of dollars in an 
operations training course for me and yet have no job 
m mind for me when . I returned.- My ease is by no stretch 
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of the imagination an isolated one. Every day, people 
return from the operations training course, language 
courses or from the field only to find that they have 
no job. What is worse is that there is practically- 
no mechanism to find jobs for these people. Many are 
given the same treatment I received upon my return. I 
received a list of the Personnel Evaluation Management 
Officers of all the divisions and told to make the 
rounds. This old, established procedure for locating 
a job is called "walking the halls", which almost all 
DOT officers have done at one time or another. 

The DDO has a Personnel Office, but it is not 
even granted the dignity of rubberstaraping selections made 
by Branch Chiefs, Division Chiefs and Chiefs of Sations 
or Bases-~this vital function is reserved for the 
Personnel Management Committees. 

During the course of my work, I come in contact 
with quite a few DDO officers, and if their comments 
validly reflect the mood of the DDO as a whole, there 
is. universal dissatisfaction with personnel management. 
Having assessed the complaints of various officers, I 
have satisfied myself that most 'are not chronic complainers 
or malcontents and that they have legitimate cause for 
concern. These people are like myself — concerned 
individuals who support the Agency because they believe 
in it. Yet, young people with vision who represent the 
future of the Agency leave daily because they feel 
themselves mired in a bureaucratic quagmix'e that stifles 
initiative and precludes advancement. 

I have the following suggestions which I think might 
help alleviate the personnel problems of the DDO. 

1. I have heard that the Career Training Program 
has at last ceased placing new people in the DDO. If this 
indeed fact and not merely rumor, it is a step in the right 
direction. 


2. Implement a career program in which the 
individual has a say in the planning of his own future. 
Perhaps we should start five or even ten or 20 year 
plans for people in the DDO, ivhich would provide everyone 
with at least an idea of what they will be doing and where 
for the next few years. If a little thought is put into 
the planning, it should be possible to create a system 
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bSth e Sofit age ThS t (i * e \ the Agency) and the individual 

mai?4rs hf Urren ^ yS 6m iS chaos for Personnel 

as wel1 because they are unable to plan ahead 

years !n r ^™„^ ed ?;n By llning up °P sn1 ^ ^ an Individual 
year ° in advance with an eye to his career develooment 

So»^r?h t - also bea^its by being able to know at any ine 
moment their manpower needs of the future 7 

in thp S fn‘n career management/planning could be performed 

Ll0Wins manner ' After soliciting an individual'® 
siresy personnel would outline an entire plan for his 
future* After a tour abroad for five years ffox* ex-amni^Y 
t he individual will return to Headquarters to this soecifir 
positron which we have identified taking Into accoun? h f 
abilities and our desires for his caret? advancement 

the fi*ld ?mm r L a h Hea ? qUart;erS ’ return individual to 
the field fox another tour. At each step in the proems 

the Agency should consider projected assigments with a * 

View to the individual’s potential and his^aj^r development 

the mis-® J e , aSSlg “ ents so that each can be viewed by 
* .® incJ ivxdual as a new and interesting challenge which 

result°in°a ly r f® Ul t in adva ncement in grade but will 
the ItJrpVS txnuxng challenge which will maintain 
the interest of the individual. As it is now the c- V c-f om 

tha?°he" ,?erSOnal that the lndi '' 1 '3h a l soon begins to Lol 
V X no more than a c °s in a machine — he takes 

be-^n- to f ee? a +h i 11 *.? 11 ' 3 , ° wn career decisions and soon 
J 6 n --> to feel that the. Agency could not care less about 

the ?nd an - ; 5 x 1VldUal " We MUSt devel °p a system where 
the individual may retain his dignity and feel pride in 

the contribution he is making. Unfortunately f walking the 
halls does not accomplish this. .. ° 1 ' ne 

onlv n xr, End the 5 U ° ta system on promotions. Currently 
P ? f percentage of those proposed for promotion Y 
are indeed promoted. Even though an individual pe£?S?ms 
his job well and is recognized as doing so this does not 
au omatically mean that he will be promoted. ~,This ; stjf 3e=- 

s^ha^If hS f is a t eS the . person wilder why he should work' 
so hard if he is to receive no recognition for it Per ha 

Quality Step Increases could be used more often *The P 

amount of money expended is small, but it can cause a lar^e 

individual^f eef Ual pride ‘ This sma11 gesture can make an"' 
individual feel more a part of the organization. 

Dissatisfaction with the DDO personnel system is now 
widespread, and halfway measures will not be enough On 
the other hand, I can readily see why division management 
would not be interested in improving the system as !h?s 
is the same system which brought them to power. Yet if 

we are to retain those who are the future of the A-'eticv 
we must take action. ° . 1 
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As a matter of principle, I am opposed to anonymous 
letters, but as I have read Mr. Wells’ cable and realise 
its intent, I must resort to such a letter. There is no 
honor in writing an anonymous letter but neither is there 
honor in accepting unemployment compensation. 

Of course, the lack of a name at the bottom is not 
an insurmountable problem. Should by chance my identity 
be discovered and I be either fired or allowed to languish 
in a nothing job for the rest of my life, it would be well 
worth it if only this letter could result in better 
personnel management for the DDO. 
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